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I believe that multi-dimensional feedback is an important component to holistic leader development. By encouraging input from peers, subordinates and superiors alike, leaders can better "see themselves" and increase self-awareness. A 360-degree approach applies equally to junior leaders at the squad, platoon, and company level as well as to senior leaders. The ability to receive honest and candid feedback, in an anonymous manner, is a great opportunity to facilitate positive leadership growth. New national defense strategies and priorities create "bill payers," and the Army will pay its portion of the joint force burden as DoD adjusts the joint force composition to meet resource realities. As directed by the President and Secdef, the Army will reduce end strength by 70,000 Soldiers over the next five years, with a reduction of eight Brigade Combat Teams over this same time period. 3 Army senior leaders and force managers will have to be more creative in designing the future force and in the accomplishment of assigned missions when developing systems and procedures to properly reduce personnel and leader levels to meet end strength directives. As the Army draws down end strength, a challenge arises for force managers to procure and retain the best leaders for continued service. Quality officer procurement standards and initiatives, as well as tightened retention standards, will ensure the Army retains the best leaders for future service, and provides highly qualified combat veterans to the reserve component. The preservation of talent in the reserve component will create options for the Army and joint force, for use when required.
Systems to identify and cultivate talent need to be created or enhanced to ensure the best leaders in our service remain after force reductions, so that the most adaptive, intelligent, creative and flexible leaders are available to lead Joint Force 2020 as strategic leaders. 4 Developing and administering these systems will be a significant challenge for all senior leaders in the Army and will require renewed focus and emphasis on leader development programs in organizations. Leader development programs coupled with the profession of arms campaign outlined and directed by the Chairman of the Joint Chiefs of Staff (CJCS), will enable senior leaders to responsibly develop subordinates with the best potential to groom as future strategic leaders.
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Ineffective organizational leaders within the military and private sector usually lack self-awareness. 6 These types of leaders believe they connect with their subordinates, but the reality could not be further from the truth. Some leaders try establishing a connection with their subordinates using humor, while others adopt accents and mannerisms which clearly are not original. As an observer of these types of leaders and moments, it is often painful to watch the reaction of the subordinates to whom these leaders are attempting to communicate. Leaders who are not aware of how their behaviors affect the people they work with on a daily basis are ineffective and degrade unit performance. 7 The United States Army's Leadership Field Manual reinforces this point stating, "Leaders who lack self-awareness are often seen as arrogant and disconnected from their subordinates; they may be technically competent but lack awareness as to how they are seen by subordinates." 8 As a result, organizational performance suffers, adjacent organizational relationships are strained and communication with higher headquarters is degraded as a result of lack of leader selfawareness.
Developing positive leadership growth as GEN Odierno describes above is an important senior leader responsibility as the U.S. Army completes the transition out of Iraq and accomplishes its mission in Afghanistan. Developing the future strategic leader bench is a critical task now, more than ever. 14 Senior leaders with enhanced self-awareness set the tone for proper leader development activities through positive personal example. 15 The conceptual competency of envisioning the future, "allows senior leaders to see the organization and environment not as it is, but rather as it ought to be." 16 To be able to see the environment as it "ought to be," then shaping organizational culture and direction to align the senior leaders' vision to the perceived future environment is an important strategic leader skill to develop in junior officers. 17 Ireland and Hitt state, "The task of determining the direction of the firm rests squarely on the CEO's shoulders." 18 Whether in the private sector or a combatant command headquarters, strategic leaders must understand their environment and describe that environment to both internal and external audiences. 19 Ireland and Hitt go on to say, "senior leaders must use some of their time and energies to predict future competitive conditions and challenges." 20 The Army's Leadership Manual amplifies this requirement stating, "For any leader, self-awareness is a critical factor in making accurate assessments of the changes in the environment and their personal capabilities and limitations to operate in that environment." 21 Senior leaders must understand the interaction of ends, ways and means to properly describe their vision of how their organization will operate in future environments.
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Developing the ability to build consensus is a competency company and field grade officers need to master to be effective strategic leaders. Senior leaders often must convince peers, or near peers, on the merits of specific strategies, policies or directives through the mastery of this competency. 23 The ability to convince, negotiate and gain agreement on specific ideas, thoughts or policies is an important consensus building step for senior leaders. 24 Individual self-awareness is critical when building consensus, especially in peer or near peer working environments. 25 The ability to build consensus with fully developed and viable strategies aligned with the senior leader's vision is paramount. Consensus provides senior leaders the ability to produce outcomes which are well developed, understood and supported by all stakeholders prior to approval and implementation. 26 Gerras writes, "The process of consensus building ensures that effective reasoning has taken place and that contentious issues have been resolved which gains commitment to long term goals that likely extend well into the future." 27 Ensuring contentious issues are resolved prior to implementation prevents lack of support and resource mismatch, which can occur in times of austerity or rapidly changing operational environments. 28 Senior leaders have the responsibility to facilitate positive leadership growth in their formations. 38 Senior leaders, as "catalysts" committed to success in developing selfaware and adaptable leaders, set conditions and develop programs to mentor future senior leaders for the vitality of the Army and joint force. 39 The list of skills and competencies we must develop in future strategic leaders includes but is not limited to tactical skills. Leader development must focus on those strategic leader skills not prevalent in unit training. Strategic leader skills must be identified and developed much earlier in an officer's career than current leader development programs currently in practice allow.
Leader development is accomplished by combining personal experiences with the knowledge, skills and abilities obtained through institutional training, operational assignments and self-development. 40 Self-development links experiences in operational units and institutional education enabling individual growth. 41 The MSAF/360 is a periodic assessment, and is the primary tool officers use to improve their leadership behaviors and is a component of self-development. 42 The MSAF program is conducted to improve a leader's self-awareness and to demonstrate how best to develop for future leader responsibilities. The MSAF program will be executed for leaders in MTOE units, TDA organizations, and for students selected to attend specified professional military education and civilian education system courses. Individual leaders will also be able to initiate a limited number of MSAF assessments. Units will be scheduled for participation on a cyclical basis and aligned with ARFORGEN or deployment cycles. 43 Raters could then reach out to these self-awareness and development professionals to synchronize efforts, fusing the leader developmental pillars of self and leader development in organizations to greater effect. This proposal does not advocate the provision of raw data or assessments from individually selected behaviors from MSAF/360 surveys to anyone in the rated officers' chain of command.
The current MSAF/360 assessment system allows leaders to select their own survey participants which include superiors, peers and subordinates to assess their leadership behaviors. Potential exists in the current system for leaders to select survey participants, whether consciously or subconsciously, who will likely assess their effectiveness as a leader in a positive manner. 69 To develop the strategic leader bench and reduce the number of "toxic" leaders in organizations, systemic improvements should be considered for implementation to provide feedback which creates the best value to assessed officers; this systemic improvement would enable leaders to better understand their behaviors and how they personally impact their Soldiers and organizations. Officers should not be able to select their own survey population.
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Survey methods could be improved by creating a system where survey participants for assessed leaders are provided by Human Resources Command (HRC). 71 In the age of automation, systems are currently available to pull the required survey data from officers' assignment data and evaluation chain and then survey the required representative sample population necessary to achieve a valid and honest assessment.
This system would provide a much more valid survey assessment of participants' leadership behaviors to enable insights leading to more meaningful self-development.
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Senior leaders need to reduce the stigma of MSAF/360 assessments and lead by example in the support and use of MSAF/360 developmental objectives. Before senior leaders can truly develop subordinates, they need to be self aware and know how they are perceived as a leader. Self-awareness requires leaders to reflect on whom and what they are as leaders, and develop better understanding of their leadership capabilities.
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Leaders who understand their strengths and limitations in given situations can gain new perspectives on themselves and create self-awareness, which improves leader effectiveness. 74 This improved leadership effectiveness enables officers to develop their subordinates in meaningful ways; Officers with well developed identity are more effective in developing subordinates. 75 Leaders which attempt to develop subordinates without understanding their own identity will diminish leader development opportunities in their organization. 76 Officers who explore their own identity, and develop and improve themselves as leaders, have enhanced self-awareness and are better informed and able to, "determine what needs to be learned and what assistance they need to seek out to handle a given situation." 77 Strategic leaders set conditions for leader development in organizations. By understanding their own identity, senior leaders with enhanced self-awareness, create command climates where leader development flourishes. 78 Before considering how to develop leaders for Army 2020, it is important to understand the purpose of leader development programs in organizations; to develop future strategic leaders who will be able to align their organization to the constantly changing and complex environment to accomplish their mission.
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Establishing a positive command climate sets the proper conditions for subordinates to feel comfortable sharing MSAF/360 assessment interpretations with their superiors for further self-development. 80 In the private sector, when 360 assessment results are used purely for developmental purposes, "results are provided directly to the employee with the understanding that the best developmental plans occur with supervisor involvement, monitoring, mentoring and coaching." 81 Self-developmental planning involves more than monthly and quarterly counseling sessions; self-development plans are built upon a foundation of trust between manager and employee. 82 Hayworth writes, 
